June 2002

EvA~S

-

L i o o ¥

A BRIDGE

T SOLUTIONS

SUPERVISOR

Helping You Manage Your Company’s Most Valuable Resource — Employees

Call EAS: Olympia (360) 753-3260 Seattle (206) 281-6315 Spokane (509) 482-3686

Website: http://hr.dop.wa.gov/eas.html

l Q. Several employees are refus-
ing to work because they believe
an injured coworker on light duty
is "faking it." They refuse to do
his work, but this is customary
where we work. Obviously, they
do not have personal problems,
so is there a role for EAS?

H Q. My employee made a state-
ment in a discussion that caused
me concern over whether he
could be violent. He said, "You
better keep the pressure off me
before | pop." | wouldn't be con-
cerned if another employee had
made this statement. Should |
ignore it?

H Q. My employee informed me
that she couldn't come to work in
the morning because she has a
self-referred appointment with
EAS. Can | ask EAS to change
her appointment? The appoint-
ment interferes with a heavy
workload that day. Can | ask her
to change it?

A. Employees may be upset over a coworker's temporary inability to work,
particularly if they must perform the duties of the injured coworker. Refusal to
work, however, is an administrative concern. This behavior makes a consuk
tation about a referral to EAS appropriate. EAS may be helpful in several
ways: (1) resolving relationship issues that may have preceded and contrib-
uted to the negative reaction of the coworkers toward the injured worker,
(2) dealing with personal problems of individual employees that contribute to
or further explain the refusal-to-work behavior, and (3) helping employees
understand that a truly injured worker may not appear obviously impaired. It
is not unusual for an injured coworker with a bona fide medical restriction
risk further injury at home or in recreational pursuits. Unfortunately, cowork-
ers who discover this may see it as proof that the employee isn't really
injured, adding to the conflicts seen in the workplace.

A. You should not ignore the statement, but consider how to respond to it.
You appear to have concerns about your employee that precede him making
this statement. A discussion with your next-level supervisor and asking for an
EAS consult would therefore be appropriate. Such discussions could help
provide a safeguard that you will respond properly. If your organization has a
policy on workplace violence, review it for guidance. Asking your employee
what he means when he says "before | pop" is important. You should e&-
press your concern about his choice of words and their meaning. His answer
may indicate the level of stress he is under. Recommending EAS would then
be appropriate. Research on violence in the workplace often discusses wam-
ing signs as subtle as the statement made by this employee. In the past,

coworkers and supervisors dismissed or ignored such statements, because
they denied that violent acts were possible.

A. You should not call the EAS to discuss her appointment time. We would
not be able to confirm or deny such an appointment. Instead, ask your EAS
professional about the supervisor's role in approving self-referred appoint-
ments during the workday. Check with your Human Resources Consultant
about your agency policy on EAS appointments during work tours. At the
employee's request, EAS could adjust her appointment time to better accom-
modate her schedule, or perhaps see her during a lunch break. EAS
appointments are given with the belief that employees have made proper
arrangements if they occur during the workday. Your EAS Professionals
understand your concerns. It is not unusual for supervisor referrals to be
scheduled on work time. Self-referrals, however, when requested by
employees during work hours, are usually with the approval of the supervisor
in accordance with leave policy guidelines. Even if there are no noticeable
work issues, an appointment could prevent them from occurring.




June 2002 Frontline Supervisor

Q. | have an employee who
was caught stealing. When |
proposed termination he be-
came extremely remorseful.
He begged for his job and says
he has financial problems and
two small children. | feel bad
and don't know what to do.
How do | handle this situation?

Q. | referred an employee to the
EAS three years ago. He went,
but his performance problems
remained. I've tolerated the
problems since, but an incident
that caused some embarrass-
ment to our department is
causing me to consider
dismissal. Is there any point

to using EAS now?

A. Most employers consider stealing a profound offense and will consider termi-
nation in response to it. Refer your employee to EAS regardless of the decision
you make. Consider using EAS for support with the emotional aspects of your
decision. There are many motives for stealing by employees. Some of these are
based upon personal problems such as compulsive gambling or a drug addic-
tion. But others are crimes of opportunity supported by a distorted rationale to
assuage guilt. For example, an industrial tool shed routinely left unlocked will
have more tools stolen from it, by more people, than a tool shed with the cheap-
est of locks. Other organizational factors can also influence stealing. Be sure to
examine what these factors are in your work environment to reduce future ac-
currences, regardless of your decision in this case.

A. After referring your employee to EAS, you continued to tacitly accept
substandard performance because you did not act to intervene with the
problems that remained. Your employee must own the consequences of failing
to provide satisfactory job performance, but he may have been influenced by
this false perception of approval. After a significant incident associated with
performance, employees are typically motivated to make changes in their
performance while readily accepting EAS recommendations. This is a good
reason to try another supervisor referral. The length of time since the last refer-
ral also supports this action. Be clear about the standard of performance e-
quired of your employee, and establish a follow-up plan. Contract with your em-
ployee for satisfactory performance, and then act in response to performance
that remains poor. Be sure to send a copy of your action to EAS to assist in the
employee assessment.
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